COUNTERPOINT

DEPARTMENT OF THE NAVY
STRATEGIC SYSTEMS
PROGRAMS OFFICE

A Premier Program Management Institution

¥ purpose [n writing this article is

to discuss some issues ralsed

by “The Metamorphosis of Pro-

gram Management, Eainbow of

Change,” by Colonel W. E. Cole,

USAF. It appeared in the May-June

19493 Program Manager. Alsa, 1 ex-

plain briefly the functions of the De-

partment of the Mawy's first program

managemen! office, relative 1o the so-

called new management paradigm of
Total Quality Management (TQM).

The Japanese did not devise the
New management condept The con-
cept and iis components have been
described In Depantment Of Defense
(DOD) directives, instructions, mili-
tary specificatlons, standards, docu-
ments and pamphlets since the end of
World War 1.

U.5. Business after
World War II

The L1.5. business community did
not use these managerial tools devel-
oped by DOD immediately after the
war because there was avast domestic
market ready o consume whatever it
manufactured. Furthermore, the eco-
nomic environmentof the countrywas
characterized by a need for capital
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formation dictated by the financlal
market (Wall Street), with stockhaold-
ers’ lust for instant reward.

These conditions led companies to
employ chlef executive officers (CECs)
who could bring the most end-of-the-
vear profits to the company, since
companies’ performances were evalu-
ated by the battom line of their quar-
terly and annual financlal reports.
Long-range pL:anning WS UNCOMmmon
since most of these CEQs were con-
cerned only with short-range results.
The concept of efficlent and effective
use of resources was not a consider-
atlon as long as proflts kept coming in

LL.S. Alr Force Adoption
0f the New Management
Concept

Contrary to Colonel Cole's state-
ment that the Air Force Materiel Com-
mand is developing a twin to this new
management approach, which is
named the Integrated Product Devel-
opment (IPDY), the concept had al-
ready been published in the form of
MILSTD-499 (USAF) 17 July 1969
{Engineering Management). This Stan-
dard had all the building blocks or the
ingredients of the so-called TOM.

In their textbook, Managing
(A Contemporary Introduction), [oseph
L. Massie and John Douglas pointed
out that a manager must L"CIJ'IE-LiH"I[]'g.'
develop the vision and the wisdom for
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putting the building blocks of man-
agement into a meaningiul wihole. They
identified these building blocks to be:

1. Theory and Practice
Z. Operatons and Activitles
1. Types of Knowledge
4. Functions and Processes
5. Skills and Interests.

Since most DOD program manag-
ers were specialists rather than gener-
allsts, they were not able to utilize full
potentials of MILSTD-4%9, or to use
them effectively.

Formation of
First Program Office

On January 7, 1957, an organiza-
tion then called the Special Project
Office (SPO)within the Department of
the Mavy was established to manage
the underwater launching of ballistic
missiles. The functional subsystems
of the new weapon system were estab-
lished to delineate clearly interfaces
that also defined the SPO organiza-
tional structure and which remain o
this day. Figure 1, reproduced from
the History of the FBM System by
Lockheed Missile and Space Com-
pany Inc., shows the SPO structure.

The current name of the organiza-
tion is the Strategic Svstems Programs
(55P) command. When program man-
agement became popular in the early
[970s, the Nawvy designated this
agency as Program Management Of-
fice No. 1 (PM-1).

Subsequently, the Mawvy pedormed
a study on occupational information,
resulting in a guide entitled Project
Management Positions in the Depart-
ment of the Navy, October 1981, [Twas
modeled after the S5P organizational
structure.

A brief discussion of the S5P func-
tions, relative (o issues raised by Colo
nel Cole, follows:

1. Product and Process-orterted Or-
ganization/Integrated Product Devel-
opment. As seen in Figure 1, 55/'s
farmation had this purpose in mind.

2. Teams. Each functional branch
of 5SP (for example SP-27 the Missile
Branch) comprised a team of engi-
neers, program analysts, logisticians,
budpet analysts and unlformed Mawvy
personnel experienced in operatlons
of the Fleet Ballistlc Missile (FEM)
submarimes, The original team of the
organization was credited with devel-
opment of the Program Evaluation
and Review Technigue (PERT) which
is used widely In program manape-
ment.

This tool was modified by the Na-
tional Aeronautical and Space Admin-
istration iNASA) and called NASPERT.
It was used in the system acquisition
and management of the space pro-
gram in its early vears.

3. Customer Needs. Throughout
development of the FBM system,
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[HOTE: MIT-IL = Instrumentation Laboratory of MIT, now called the Draper Laboralory.)
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operational Mavy personnel {ultimate
users of the system) have been active
parthcipants.

They were and are consulted at
every stage of program development
and in the design and placing of equip-
ment in both the submarines and at
the training facilities.

4. Empowerment/Pride in Owner-
ship. Principal engineers and their
teams are responsible for developing
budpets in response to program direc-
tives and requirements. The team ini-
tially presents the budget to the branch
management for internal review and
corrections,

The same team then presents the
budget to the command’s Board Of
Directors (BODs), and answers BOD
questlons, Upon budget approval, the
team with the helpof the branch bud-
get amalysts Initiates Procurement
Reguest (PR) for the acquisition of its
subsvsiem. Then, the teamworks with
contracting and legal personnel o
compose the Request For Proposal.
The team evaluates the technical por-
tion of the proposal, performs fact-
finding with the winning contractor,
and participates in  <contract
negotiations.

Alvercontractaward, the team stars
maonitoring the contract for conform-
ance to cost, schedule and perfor-
mance (C5P) requirements, with the
help of command plant technical rep-
resentatives and Defense Logistic
Agency personnel.

The pride of program ownership is
enhanced by encouraging every S5P
staff member to visit the FBM training
factlities or observe missile firing at
Cape Canaveral, Fla., or participate in
submarine demonstration and shake-
down operations [DASO), or visit a
submarine in port.

5. In-process Quality ControlStatis-
tical Cruality Control. Cuality contral
Is performed at every stage of each
subsystem development cycle. There
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dre weapons specifications to be met
for each critical item and for each
subsystem. Statistical quality control
is used, where necessary, to satlsby
tolerance requirements during manu-
facture of components.

6. Conlinued Process/Product Im-
provement. In Flpure 1 of the S5P
prganization, you can see the major
team has two notable university units
as members: the Draper Laboratory of
the Massachusetts Institute of Tech-
nology and the Applied Physics Labo-
ratory of the Johns Hopkins Univer-

sity.

These laboratories, the Atomic En-
ergy Commission (now part of the
Department of Energy) and Navy labo-
ratories work together o improve con-
tinuoushy the FBM system with state-
of-the-art technology. The training
facility and the fleet personnel provide
sugpestions for system improvement.
These personnel generate trouble and
fallure reports (TFRs) for hardware,
software and documentation for the
purpose of system improvement, These
improvements have helped develop
the weapons system [rom the original
POLARIS through POSEIDON to the
present TRIDENT [1 system.

7. Collocation. The staff of 551 is
centrally located, which facllitates
face-to-face communication and in-
stantaneous exchange of ideas among
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lawyirs, engineers, financial resource
analysts, program analysis and con-
tracting personnel. This collocation
provides a cohesive and tolerant team
atmosphere,

Conclusion

From the above discussions, it can
be concluded that TOM and its other
names were nod of [apanese origin, but
have been in existcnoe since 1957,
They have been part of the operating
procedures of the Depariment of the
Manny Strategic Systems 'rograms com-
mand.

Mational and military security has
shielded this command from the busi-
ness waorld.

Mow that the Cold War is ended,
the Defense Svstems Management Col-
lege should consider using this com-
mand as & program management model
and encourage DOD components 1o
use this command as an intemship
Imstitution for prospective program
MaANAECrs.
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